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1% Janukry 1953

MEMOBARDUM FOR THE HATIOERAL SRCUAITY JOUNCIL
SUBJECT: Report by the Director of Central Intelligence

Basie Organisation

The major crganisationsl changes dirested in N3¢ 50 were sub-
stantially carried out during 1951, as cutlined in my previous
report of 23 April 1952. In 1952, ihare wers additicnal organisa-
tional rearrangements reflecting the aexperiences of the past three
years. There is attached, marked Tab A, a group of thres charts
showing the organisation of tiw Central Intelligence Agetey as of
October 1950, as of X December 1951, ant as of 31 December 1952,
A comparison of these charts will indiente the general niture of
the changes nmade during these periods, vhich cover my lature as
Director,

Gpecifically, in order to shxrpea the orzauisation ¢f the
Agency into the thres major flieldes of responsibility -- Iatelli-
gense, Operations, and Organization -- ihere was establiehed during

1952 the Offiece of Deputy Director (Inteliiyence). This: officer

* N. Be Sentences or sections marked vith an asterisk iére not
based on office gontritmticns,
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has relieved the Deputy Director of Centpal Intelligence of direct
responsibility for supervision of sukoriinate intelligenie offices,
and has assumed from the Deputy Uirectes (Flans) jJurisdiction over
the Office of Uperstions, wnich is reapunsivle for the overt and
senl-overt collection activitiee of the Ageney but which was re-
lieved of responsibility for defector and returnee prosrems over-
seas, the latter remaining under the lepuiy Director {ilens). A
subsidiary result of thls change has beun 8 marked improvement in
the talloring to consumer needs of the vork of the Uffice of Upera-

tione,

A second important change Las bean the ecrsation of the Office
of Inspector General, reporting directly to the Mrecter ¢of Central
Intelligence. This office ls of peculinr importance in view of the
high d.grot of compartmentalizntion involved in the work of this

Agency.

In erder to establish & single enain of command from Emshington
to the field organizmations, the Agency clandestine activities were
reorganized in 1952. 7The new structure sliminated duplicate command
from separate offices and established under the Deputy Director
{ Plans) staff slements speclalizing in recret intelligence and
counteresplionage, political and psychologiecal warfare, paramilitary
operations, technical support, and administration.

-2 -
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In attacking the continuing probler of atiracting and properly
using high caliber personnel, the i ency took a significant step
during 1952 in the activating of a Career Service Frogras. +khile
this ia still in its infangy, it provides the best machinery pos-
sible for creating the "fourth serviee™ In » in line with
this abjective, the Agency has greatly expanded and improved ite
training setivities, both of a specialised charscter and of a broad
charscter almed at junior officers sad ineluding such festures as

on~-the-job training and specified wilitery duty in appropriate cases.

Intelligence Produstion

The Uffice of Xational Estimetes has produced & totsl of
intelligence estinates of naticnal concern during 1952, _ in
1951. An increased number of thess have been responsive o specific
demands by the Council or departnental poiley makers, but there con-
tinues to be & need for improvement in the guidance and statemsnt
of needs provided by uwsers of naticnal int.lligeme.* foreover,
the national estimates process has now schlieved a degree of maturity
that warrants more thoroughgeing familiirity with and acesptance of .

i1ts results than appears sonetimes to be the case in poliey circles.

As regardes the intelligence comemunity iiself, soreover, substantial

*Wgctg’
steps have been taken to cen&z;t ost-morten examinations of festi-
(CLONCL
wates with an eye to rmadtabné:‘??—f?{ntemgame, and to
prepare production programe for sstimates of a stable and long~ternm
-~ 3 -
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character so that the research and production effort of dopartmental
agencios can more effoctively gontribute to ostimates and relate to
the work of other departmental aglmiea.w

In eeonomic matters rolated toc the ‘eviet Bloe, the ;}fﬁe- of
Research and Reporte has nade great progress during 1952 in its own
efforts and in coordinating the efforts in this fleld of the meny
other agencies of the Jovernment that eaa play specialiszed parts.
The iconomic Intelligence Commitise has oroducad a total of 10 re-
search studies of substanital impertanes, of which four were coordi-
nated with the[i e comdtien nas also undertaken a mambar
of surveys 0 improve the research and e¢ollection sctivitises of the
intelligence community. O/#AR itself nas greatly increased its
smphasis on basic eccnomic research on the Soviet Eloc, sd has
programued 1ts work through 1953 to produee nearly 500 s{mificant
etudies. In mpecific suppert ef the iifC's iconomic Laferise Advi- A'
sory Committee (dealing pringipelly with Kast-West trads) there
has been eonstituted an Inteliizence :orking uroup, which is pro-
viding satisfactory service.

In the production of scientific and technisal intelligence, an
inter-agency survay during 1952 resulted in & much clearer defini-
tion of responsibility as betwesn CIA apd other agenclies and in the

establishment of a Seientific Estimstes Jommittee designed to

oh-
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integrate secientific intelligencs opinicns for the purposas of
national intelligence. The sffectivaness of these rearrangements
will be re-examined during 19°3.

The Cffice of Current Intelligence has continued to serve the
President, the members of the Council, and appropriate offigces of

the Governwment with all-source intelligence on & current oasis,

25X1D1a

25X1D1a a special commities completed its supvey and

the Council has adopted its retommendation that there be orsated a
*

new National Security Ajenecy reparting to the Secretary of Defense,

As a service of common concarn, the Agency has made substan-
tial progress in building up its central reference facilisies, which
represent the only comprehensive sentral reference systam ian the
intelligence comrmnity and which are opereted for the benafit of

persons engaged in intelligence research and in the IAC agencies.

Opsrational Activities

The Ageney continues to have specific operational nissions

under NSC 10/5 (cold war covert activities), HSC 26/8 - 25X1X4
25X1X4 )’ i

and NSO 84/1

{bandling of defectors). These are reperted on separstely to

-5 -
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the Council., Of theme, only the werk under N3¢ 84/1 nas & dirsct
relation to :ln'ballignme.* 1he work unuer kSC 10/5 particularly
has continued to be of very great proportions and the preposed FY
1954 budget provides ___ _ times as suck for this as for sll intel-

%
ligence activities of the Agency.

Ae stated in my last repart, these activities are very largely
responsible for the very great expansions that have taker place,
though at & somewhat slower rate in 1958, in the Agaency's budget

*

i et vroco.” R
25X1A1a B orecver, G prediction in my last report,

that these activities would inevitably zilitate against the per-
formance of primary intelligence funciicns, has besen borne out
during the past year by the gautinued drawing off of top intelli-~

genes officers 25X1X4

25X1X4

Although it is recognized that the divorce of these wmissions from

other covert operations 13 extremely difficult and that 3here is

no other sgency to which thay could congeivably be transferred in
toto, the Aguinuy and the Council must glive early considspation to
this problem. It may be noted that i8S 50 (para., 1 (¢)) risualiszed
the transfer of certain functions to the military in time of tmr.*

In the present state of mobilisation and military organisation

- Ao
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there are strong arguments for considering such a transfer of para-
E
nilitary operstions at the present time,

Unsolved Problems

25X1C8a Among our major mmrolved probleme are the following:

2. Intelligence and opsrational assumptions. e Western

strength increases, lntelligenca esiimates of what ths “oriat Hloc
can do, partieularly by military aotion, are increasingly mesning-
less unless based on knowledge or assumptions concerning ‘Jestemrn

strength and possible counterzetion. Thus, in one conspicuous case

‘?-
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during 1952, a nmational i{ntelligence sstimate of Soviet eir defense
capabilities was reduced finally tc an inmventory of “oviet assets,
with no {irm conelusions, in defanlt of any assumptions ¢oncerning
US attack capabilities, Althongh there has been some pregress during
the past year in providing oparational sssurptions on a limited
scals for particular estimates, there remains a serious seed for far
greater cooperation between intelligence and operations. The
Council's racent directive for a more atequate evaluatios of the
USS's net capabllity to inflict direet injury on the United States
reprasents a major case for which specisl machinery was sppropriate.
In cases of less scops, some ora of continuing arrangemeat within

existing machinery should prove adeguate.

3. Security. The igency has continued to exercise
maxisum diligence in this respect, ani ! remain convinoeé that it
is at least as mecure &s any activity of the uovernment., I con-
tinve to helleve that secuiity could He fDurthsr improved by housing
many of our activitiee in a single sscure building, for whieh funds

have been antherized but not yet appropriated.

25X1X4
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Conelusion

(ver the past two years, i bheiisve the isgsncy and the intelli-
gence community have aade giesl atrides forward, particularly ia
organisation . and Lo some depree in caiiver of perscnnel. iowever,
as stated in my last report, . Jdo uct believe that the prosent
United Ctates intelligence system, or asy instrumentality the
United States is presently capsble of providing, ineluding the
assets of friendly states, can pressatly overcome ‘evieti soéuri.’ty
pregsautions to the point of previding stratezic intellizence on

the Soviet Zloc with the degree of accursey and timeliness the

- G -
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‘Council should have. Horeover, advance warning of hostils Soviet
Bloc action is likely to be severely ilimited. These limitations
on intelligence effectivenscs exist in spite of the best afforts
of the Agency and of the departmental intelligense agencies for

which, in intelli‘ence production, the Central Intelligenuse Agency
serves chiefly as an assembling plaat.
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